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MEMORANDUM FOR: Director of Planning, Programming,
and Budgeting : \

SUBJECT '+ Evaluation of the CIA Senior Seminar

1. This report describes my reactions to and evaluation of
the CIA Senior Seminar in which I participated from 19 September
to 24 November 1971, It also contains my personal assessment
of the value of the Seminar to other participants and to the Agency
(although perhaps this is presumptuous).

2. The composition and scheduling of the Seminar can be seen
in Attachment A and is not discussed in any detail in this report.
Attachment B contains the views of all Seminar participants on
Agency management. ‘

Anatomy of the Seminar

-3 This was the first running of the Senior Seminar. The
stated objected were as follows: ' '

a. To develop greater insight into problems facing
CIA management, the processes of change in its external
relationships, and developments in society relewant to CIA.

b. To acquaint participants with'U.S. fore{gn policy and
developments. : ' ’

c. To provide an-opportunity for senior officers to
renew personaﬁl'motivgition and appetite for achievement
- and to broaden understanding of 'the other guy. "

4, Twenty persons participated, representing all four
Directorates and the O/DCI (O/DCI-1; pD/P—(); DD/1-6; DD/S&T-4;
DD/S-4). There were no non-Agency participants.
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5. Of the 20 participants, there was onc¢ GS-18, approxi-
mately six GS-16s, and the remainder were GS5-158, The average
length of service in CIA was about 20 years,

6. There were no women, nor were there any black, brown,
red or yellow participants; however, there was one m=le black
speaker., (Secveral guest speakers remarked in private convqrsatmn
about the male ''whiteness'" of the group.) '

7. The participants represented a very wide variety of skills
and experience: FI ops, CI ops, CA ops, photo interpretation,
communications, ADP management, strategic intelligence analysis,
current intelligence analysis, security, logistics, electronics
technology, overhead satellite reconnaissance development, economic
analysis, geography, not to name them all, ‘

8. The Seminar included one week at (the first weolg)X1A
onc bricf, domestic ficld trip (threc to four days) and about cight wccks
in the Headquarters/Washington area.

General Evaluation - : . [,

. 9. In my opinion, the Seminar very adequately met the objectives
which had been set. I personally found the experience interesting and
rewarding, and very refreshing. I believe that this opinion is shared
by every other participant. :

10, The persons selected to participate in the Seminar seemed to
be exceptionally able, intelligent people. Only two or three members
seemed to have difficulty in dealing objectively and.intellectually with
some of the more provocative ideas and activities presented during
the course. It would be highly desirable to have an additional four or
five higher ranking people in future Seminars (GS-17 through EPS).

11, The selection of the course subject matter I thought to be
excellent and the order of appearance of the material logical and
timely. The guest speakc‘irs with few exceptions were also excellent
-- they seemed to have command of their fields and almost all made
effective presentations, There was generally enough time for question-
ing and discussion. The staff which managed the Seminar (some from
OTR and some on loan from other components) should be commended
._for the good planning and development work which was apparent and
for the day-to-day administration of the Seminar,
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12. Nearly all of the participan’fsl in this first Seminar had

spent their CIA careers in one line of professional work, often
within one component. Most, therefore, had limited knowledge of
the activities and programs of other Agency elements, The Seminar
offercd them fairly deep and quite comprehensive exposure to a
broad range of Agency activities and to the objectives, operations

' and problems of other organizations which proba{bly could not have
been achieved through normal work routines. It was apparent that
there is a strong commonality of concerns and interests among
various Agency components and both a need and a desire for improved
intra-Agency communication. The Seminar provided a good means
for establishing contacts, for exchanging views and for relating the
great variety of skills and experience which the Agency possesses.
I hope that the personal relationships and lines of communication
which were established during the Seminar can be maintained.

13. The meetings with Congressmen and Congressional staff
members, with NSC and White House officials, and with ranking State
Department officers provided Seminar participants a unique opportunity
to obtain the views of policy makers on domestic and foreign develop-
ments, to perceive their attitudes toward CIA and the Intelligence Com-
munity and to discuss their intelligence needs. Similarly, discussions
with prominent academicians (historians, political scientists, area
specialists, and economists) and with the new breed of '"futurists"
(those whose concern is to ponder the nature of the world 15 or 20 years
from now) made an important contribution. The views of these latter
groups, in particular, caused us to reexamine our opinions and inter-
pretations in a more objective way, and to question the extent to which
the Intelligence Community, because it is a virtually closed society,
could become subject to stereotype and narcissism in its intellectual
processes. ) _ ,

14. A number of CIA speakers, and Seminar participants them-
selves, were prone to exdlt the Agency and to belittle other departments
-- particularly NSA, DIA and State. (There was an inordinate amount
of time spent telling ourselves how good we are.,) While I had no
reason to disagree with this praise of the Agency, it struck me that
excessive self-adulation can lead to overconfidence and a disregard of
the views of others. This could produce unfortunate results over the
long run.

L4
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15, The appearance of spcakers dealing with race problems,
youth problems, counter cultures, radical groups and drug problems
also made a strong and valuable impression. Although this segment
of the Seminar may have been the most controversial among the
participants, depending upon the individual "set'' one might have on
any of thc issues presented, the exposure to the views of specnahsts
in these fields is, in my opinion, important for CIA's senior and
middle-level managers.

-
4

16. Whether or not the Seminar should include participants from
other intelligence agencies is a complex problem. The presence of
non-CIA persons obviously should increase understanding and improve
communication within the Community. Outsiders should be able to
make valuable contributions which are not available from other sources.
On the other hand, the presence of non-CIA members in the Seminar
might result in the guest speakers (CIA and non-CIA speakers) and the
Seminar participants themselves being less frank and candid in their
presentations and discussions. (The frankness and candor which was
exhibited throughout the Seminar was one of its most rewarding

" features.) I do not have an answer or a recommendation for this
~matter, but I believe that it warrants further cons1derat1on by
-management, )

17. I have only two complaints to register and it is likely that
several participants will register the same cr1t1c1sms. I consider
these complaints to be of equal importance:

.a. Too tight schedule: Nearly every day involved attendance
at four or five and sometimes six or seven presentations. The
normal day "in session' ran from about 0815 until 1645 -- -
sometimes with night sessions added to the top. There was

“inadequate time for preparation and for discussion among’the
participants, which reduced the value. of the experience. Also,
this too-full schedule created a general lassitude toward the
end of each morning ‘and afternoon session and a decided loss
in attention.  There was insufficient time for reading, relaxing
or physical recreation, which I believe are necessary if one is
to obtain the full benefits of advanced study.

m
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b. No Defense Department coverage: Except for one
prescntation by General Earle Wheéeler and one by Dr. Rechtin
(Deputy, DDR&E), there was no coverage of Defense intelli-
gencc or military activities. As a minimum, the Seminar
should have had speakers from DIA, NSA, and perhaps from
other Defense organizations. -

3

Recommendations ’ \

18, Continue the Senior Seminar,

19, Develdp a somewhat more relaxed schedule (add a week to
the course if necessary).

20, Include coverage of selecte‘d Defense Department activities.

21. Reevaluate the future need for the Advanced Intelligence
"Seminar (AIS), the Midcareer Executive Development Course (MCEDC)
and the Advanced Management Planning Course (AMP).

~ 22. Determine the most effective combination of the courses
needed. For example, it might be desirable to eliminate the AIS and
AMP and schedule but one running each year of the Senior Seminar
and one running of the MCEDC. (Perhaps on this basis one staff in
OTR could manage both courses and the same physical facilities could
be used.) '

23. Continue to maintain high standards of selection for participation
in the Senior Seminar and try to at‘tract more senior people. Particular
attention should be given to selecting persons GS-15,,and up who have
shown flexible attitudes, who are receptive to ideas, and who are willing
to engage in personal interaction and confrontation.

4

24. Evaluate the desirability of having representation from oﬂfgx,I.A

intelligence agencies, -
: ‘i-
.' [ ]
! 4
o AD/P&R
RB/hg O/PPB
Di“tstribution: . :
1 - ExDir; D/PPB; MICS )
() E— C s

1 - PPB Staff ’
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HEXORARDUM FOR: Deputy pirector for Intelligence

SUDJECT : CIA Senior Seminsr 1% September-
24 Xovembay 1971 .

1. Having just corpleted nearly ten wesks in the
firat rumning of the CIA Zsalor Sexinar, I an an unapashed
enthusiast for the course. Indeed, my bellef that the
Goinay should be continued is 2o strong that my copsents
in thiz meporandum are fooused less on the wmarita of thse
presont course than on idgas to ikeln Amprove future
runnings of the Seainar. & Co. pat tegether &8  ogyqp
roemavkably coherent and comprehenzlve prograi. In w
view, they now dasarve the support of the bpirsctor and
his Devuty Directors in plasning the next Sowinar and
ensuring that it is even batter. :

2. The Seninar vas the most rewarding personal and
professicnal experierece I have hat in vears. There rarely
has heaen & two-menth pariod in which =y ereraies, enthusisss,
apd interast wers as fully enlistod as they were daring
the Seniner. 1 lesrned more about the ACOnCY. of course,
than cver before. I was encouragsed by the oxtent to
which managers have been loocking ahead, by the willingness
of panv menicr people to entertaln naew {seas, and by the
Agency's balance baiween touvgh-rindedness and compaszion
in personnel nattors. I was not looking for answers to
81l prehlesms and questiens, but I wag agraessly surprised
by the extent to which ®y GWI CONCEINS ars sharad by senior
officers. This cupusurs to so many parts of thae Agency
4id not merely confirm leong-held projudlces: I tried out
idess, found some of then fairly scund, and discardad or
godificd others. I leave the Semipar merc Fuowledgoaable
and approach ny job with wmore confidence and conviction ]
than I had before. ‘ -
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3. The things above pust be said because the Seminar <
rust be justified primarily in terms of tangible beneflts
to the Agency. Yet I believe the moat lasting and peneficial
aspect of the course s guite perscnal and diffficult to
record on a profit and loss sheet., The Seminar provided
me with a wmigue opportamity for zelf-renewal (better than
raading Jonn Gardner), for introspection, for exchanging
ideas with unfariliar peers, and for exposure to the world
outside the Agenecy and outside the area ¢f forelgn affairs.
I rmay not pbe able to relate all these intangibles directly
t6 my <on dok, but I have no doubt that the experience
of the Seminar will condition ny work for a long time to
cone, Abhout two~thirds of the way through the course I
meparked to a follow Seninarian that the outzide world was
go intriguing that I wondered why we staved ingide. But
vhether by design orxr by accident, the course evolved in
such a way that in the final two weeks my attention became
redirected toward the Agency and toward the work we do.

I believe I am going hack to the job with an isproved
ocutleok, with wider horizons, and with renewved desire to
strive for the best we can produco,. Surely it is worth-
~whtiie ‘o send nelected officers to this Seminar in an
attenmpt to xremove sone cobwebhsg and to restirulate ninds
dulled hy the day-to-~-day expericncas of a bhureaucrat.

4. Xach merber of the Seminar evaluated gsections
of the course in writing as we wont along, and each of us
was asked to provide a broader evaluation at the end,
(4ine is attachaed.) Dospite my enthusiasm, I had many
guggastions and I joinad the group in some rather spirited
criticism of some aspocts of the gourse. I see no reason
to cover thege suggestions here; most of them are refine-
- ments that will be considered or incorporated in the planning
of future Seninars. But there are a few problems that I
call to your attention bhecauss they can only be addressed
effectively by sanior managenment.
[

™he Particigants¢'.

5. Obviocusly a seminar can only be as good as the
peoplae in {t. 7This one had excellent peoplz and a very
broad range of skills. Yet I was distressed at times by
the extent ¢o which our éiscussions and question and answer
sessions were dominated by a few individuals, Sometimes
Y felt we vere a seminar of ten rather than twenty mermbers.
This was fine for thosa of us who like to talk, but it
left mo uncasy. Too rmany people seemed uninterested, or

-2-
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unable or unwilling to participate. Some sessions that

did not go very well night have been better if there had <
been more ninds churning about in search of ideas. I felt
for a time that perhaps some participants had little
interest in lecoking ahead because they do not intend to

be with the Rgency much longer. 3Sut I cencluded that the
problem was less a matter of ase than of cutlock. It is
esgential, I think, that thogse who select future partici-
pants in this Seminar do evervthing possidle to choose
people whe not only have demconatrated substantive competence
and nanagerial talent, but who are more interested in
looking to the problems of the future than recalling the
successess cf the paat. Horeover, they must not be afraid
to take a dip in unfamiliar intellectual waters.

Content and Duration of the Semirar

6. If, as I believe, the Seminar's cbiective of
irndividual self-renewal is as important as informing senior
officers about the workings of the Agency, then the Senior
Seminar should be less of a trade school and more of a
forum for idess. Tarticipants should be exposed to as
wide & range of ideas and issues as possible. This was
acconplished to a very large extent in this first Seminar,
but I suggest even more locking outward from the Agency
and a bit less locking dinward at the Agency. I would like
to see rpore contact with universities during the Seminar,
more exposura to domeatic issues and to government ageancies
invclved in domasstic matters, and more presentations by
pecple at odds with US policies in general and with the
Agency in particular. I also think there could be more
input from DI officos than there was. Surely with all
the time we spend briefing people with only wmarginal
intereats in our work, more DDhIers could profitably spend
a couple of hours with this collection of senior AGEney
officars., S

7. As currently sfructured, the Seminar needs

another week or two to give sore time for rending that

sirply was not available in this session. Certainly the
Seminar should not be any shorter than it is new. I

know there are problems when senior people ara absent fron
thelr jobs for so long, but I thirk the hardships are
worth suffaring in order to give more pconle a chance to
experience something like the Senior Semirnar., Moreover,

I believe that you should censider sumporting an even
longer course-~say of three to four months duration--with
the additional time used to flesh out the existing structure,
to make it richer, and to make more demands on the partici-
pmts. o '
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The FKid-CGlove Treatrwent

8. I think the Seminar would have bencfited from
more coentroverxsy, wore sparks, and rore demands on the
participants. I know the Semdnar staff had to move
gingerly during this first running, but I believe there
wvas too much effort to treat us with kid glovez. During
the first fow wecks I felt there vere too many spoakers
telling us hwow good we are and how the Agency can out—
perform all othera., This changed in the latter half of
the courss when more and nore speskers began to let down
some halr and to concentrate on problem areas, on theiy
concerns, and on telling what is expected of us to
make thias Agency better. I certainly appreciated all
the kindnesses and courtesies we waorxe shown by OTR, but
I think the staff was too gantla and too concexned about
our sensitivities in choosing speakers and matheds of
making a point, Our group needed o hear soma outrageous
argunents~--or at least ones on which there would be
sharp disagreement--in order ¢to opan up dormant krain
passages and to get some intellectual fluids running
again. This hepvened on oceazion, but not ofisn enoush.

- On this point I do not feult the Semdnay staff as much
as those of ug in the Seminar who were inclined to Le
+oo polite and too easy on. tame speakers.

9. In this same connaction--and I know I am in a
mdnoxity of one en this point~-X think that more resding
should be expectad of the participants. Ve were encouraged
to read, of course; and we were provided with snormous
anounts of matevial, but there was not enouwyh time nor
enouyh demand for reading. Qne cannot go through the
znount of subject matter we did during the past two months
without feeling a naed to explore zome areas in mora
detall., I wish there had bheen more time to do seo, and
that those gending officers to the Seminar would urge
maxinum wuse of the ovportunities the course provides for
Gaveloping new perspectives.

i

tThe Matter of Clout .
10. I may be dmad wrong on this point, but I felt
this Seminar suffered to some extent hecause of unevan
hacking fron top-level Agency management. I know that
senfior officers are busy, that thev dizmlike releasing
good people, and that sessions with training groups can
be a drag. Honetheless, our tines with you, with Carl
Duckatt, with Col, wWhite, and with a handful of other

. 4 .
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senfor officials were arong the hichlights of the course.
Qur group was responaive and highly appreciative of the <
~ candor disrplayed in many of these zessions. Le were
disappointed there was no simdlar session with the
birector.

11. But more important than parsonal appegrances,
the Seminar needs the ¢lout that only top managemsnt can
provide, %o ba a succass in the fature, the Seminar needs
the strong support of the DCI, of you the Deputy Directors,
and of people thyroughout yaur effices who can contribute
to £t., I belisve this calls for offices suggesting arazos
where thoy might contribute a speaker, a pansl, or an
idea for making the Seminar better. I hope the Seminar
evolves into an instituticn within the Agency, cone that
people are eager o attend, and one that management
believes is worth cultivating by putting its b@st pecple
forvard.

—

Deputy ef, Duropeon uvivision

Office of.Current Intelligence

Pl

~G-

Approved For Release 2%61?14?-2‘ DWTA(LB(H086A000900090001-4




